R/UDAT· Carlsbad
Report prepared by Beryl Durham , AlA
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In early 1984 Ron Nims, AlA, had to prepare a program for the Carlsbad Rotary Club. He obtained the
film about the Regiona l Urban Design Assistance
Team (R I UDAT) from the headquarters offices of the
American Institute of Architects. This film aroused the
interest of several young businessmen, who were very
concerned about the economic situation in Carlsbad
and its uncertain future . A few months later Nims
showe d the film aga in at a meeting in one of the local
banks. As a result the businessmen decided to try to bring a R /UDAT to Carlsbad.
A steering committee of fifteen Carlsbad citizens
was formed; local businessman, Homer Freeman was
chosen Chairman. The New Mexico Southern Chapter
of the American Instit ute of Architects submitted an
application to the AlA for a R I UDAT project in
Carlsbad . In two weeks the steering committee had
raised $10,000, but by the time the team arrived in
Carlsbad a total of $26,000 had been contributed,
about $4,000 of which was in-kind donations.
Charles Davis, AlA of San Francisco was asked to
review the application. He spent three days in
Carlsbad meeting with the steering committee and
surveying the area. His report to the American Institute of Architects was very positive and reflected the
broad based support for a R I UDAT within the community. On the basis of the report, Charles Redmon,
AlA of Boston, chairman of the R I UDAT program for
AlA committed a team to visit Carlsbad. James W .
Christopher, FAIA from Salt Lake City came to
Carlsbad to assist the local steering committee with
final preparations. Finally team members, representing specific disciplines were selected in response to the
identified issues. The members of the team were James
E. Bock, AICP, a real estate consultant and architect
from Houston, Texas; Alice Gray, Governor's Office of
Economic Development in Boston, Massachusetts;
Charles Harper, AlA, an architect in private practice
in Wichita Falls , Texas; James M. O'Neal, president of
an architectural I planning firm in Denver, Colorado;
Joe Stubblefield, AlA, an architect in private practice
in San Antonio, Texas; Joel M. Sachs, Attorney, White
Plains, New York and Avis C . Vidal, Professor of City
and Regional Planning, Harvard University, Cambridge, Massachusetts. In addition there were nine
students of architecture from Texas Technological
University, Lubbock, Texas, who prepared sketches
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and drawings and otherwise assisted the R I UDAT
members.
A vacant office bu ilding near downtown was offered as a place to work and drafting equipment, copy
machines, food and lodging were all donated. The only costs incurred were for supplies and transportation.
The team met with community leaders, concerned
citizens, and resource groups over a four day period.
Local architectural firms offered input : Beryl Durham
of Dur ham & Associates provided information relating
to planning & zoning and assisted in team tours; Art
Gorrell of Gorrell & Associates provided information
on the downtown area; Ron Nims of Nims- Calvani
assisted the student team and worked with committees
for planning; Don Seba of Seba & Associates also provided information and assistance .
The team was asked to address several main issues:
the diminishing economic base, inadequate transportation, deterioration of the downtown and older
residential areas, lack of agri-business development,
and the need for a new long range community pla n.
The public forum process identified many community
assets such as a high quality of life, a good water supply, while WIPP and Brantley Dam offer existing and
future spinoff opportunities. The tourist attraction of
Carlsbad Caverns, and the potential of Carlsbad to attract more retired people are also assets.
The R /UDAT response was divided into five parts
which addressed economic development, tourism, the
quality of life, physical planning, and the implementation of their recommendations.
The team recommended that Carlsbad diversify its
economic base so that the extractive industries, oil,
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gas, potash, would be only one of several types of industries upon which the base is built. The city should
issue industrial revenue bonds to establish an
agricultural industrial park to aid the agri-business.
They offered several suggestions for improving the
downtown such as linking it to the riverfront, encouraging tourists to shop downtown, improving the
visual image, and trying to get more businesses to
locate downtown. RI UDAT suggested an intensive effort to promote Carlsbad as a place for retirees to live
both in single family houses and in retirement centers.
Tourism was cited as the one business that has the
potential to do the most for the community and the
team made several suggestions on how to improve it.
They said to try to make each tourist spend one more
day in the area by improving air transportation, getting more and better restaurants, hotels and motels, by
providing better information service, establishing a
convention center located downtown, and by advertising more effectively. Several ideas were put forward to
improve the city's image as a place to live such as increasing the effort in housing rehabilitation, making
more entertainment available for the young people,
and making more use of existing facilities such as the
Planetarium, Carlsbad Museum, Living Desert State
Park, and by converting Cavern Theater into a performing arts center.
Possibly the most important recommendation made
by the team was that the city develop a new comprehensive plan and adopt a new zoning ordinance
and zoning plan. Several specific changes were suggested to the existing zoning ordinance to allow
greater flexibility which in turn would encourage
development. They suggested a new, more restrictive
sign ordinance, site plan review authority, the adoption of a landscaping and planting maintenance law,
and the acquisition of additional riverfront property.
The R I UDAT made its final report to over 250 people in the City Library meeting room. For the implementation of their proposals the team urged that all
8

Carlsbad become involved in a well organized Goals
Program. A leadership training program should be set
up by civic organizations. A development corporation
to promote Carlsbad must be established. In addition
several boards and committees should be appointed to
help the city 'to act quickly and responsively to the
- needs of the citizens.
Already implementation committees have' been
formed; they have defined their objectives and meet
on a regular schedule, with both committee members
and community leaders in attendance. The committees are: Central Business District Development,
Economic Development, Tourism Task Force, Retirement and Health Care, Education, Communications,
Community Organizing and Long Range Physical
Planning and Liaison.
A meeting was held recently with Mayor Walter
Gerrells to determine the best methods of working
with the City Government and the Department of
Development. The meeting was very positive with
Mayor Gerrells responding to some fifteen key issue
questions which were put together by the different implementation committees. A bit of past history was
pointed out in that the 1960 Census of Carlsbad showed a population of 25,000. Now 20 years later, the
population by the 1980 Census shows it to be 27,500
people, only a growth of 2,500 since 1960. The last
comprehensive master plan for the city was done in
1960 by Harland Bartholomew and Associates, Inc., of
St. Louis, Missouri. There have been four or five updates since 1960 and master planning on city water,
sewer and streets are in good shape. There is a need to
look into planning and new zoning for the five-mile extraterritorial area surrounding the city, along with updates in sign ordinances, zoning language for multifamily residences, condominiums, and townhouses at
this time.
Along with long range updating of master plans and
zoning ordinances the major thrust of the R I UDAT
implementation committees will be to tie the water-
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The R/UDAT Team listens to the concerns of the cit izens.
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front areas and recreation areas along the Pecos River
together and to draw tourists into these areas , as well
as to the central business district. However the problem here is the location of railway tracks which form a
major barrier separating the river from downtown.
Other areas that will continue to receive attention will
be the central business district, health and retirement,
tourism and expanding educational facilities to meet
the needs of new elements to the makeup of the community. Brantley Dam and the Waste Isolation Project
and the spin-offs will have a definite impact on the
community's growth and economic base.
Although few of the ideas are reall y " New, " in the
sense that master planning as well as man y of the suggestions made by the R I UDAT have been around for a
number of years in Carlsbad, peopl e of the community, both experienced and " new blood ," ar e working
together to improve the city and its service to the people.
Members of the steering committee worked hard to
raise a total of $26,000 , largel y from small businesses
and individuals, to pay expenses of the RI UDAT
members and have roughly $10,000 in hand for implementation expenses. With some of the remaining
funds , the steering committee brought James
Christopher and Charles Harper back to Carlsbad in
earl y March, 1985. The two consultants met with the
several committees; the y reviewed the planning
already done and made suggestions for further planning and implementation.
One of the most positive results of the RI UDAT
stu dy is that members of the community are now
working together to revitalize the master plan and to
improve their city. The implementation of the
RI UDAT recommendations is important for Carlsbad
since so many interested citizens are willing to spend
their time, energy and mone y to make it happen.
B.D.
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